amounts of effort and costs. The fact that sellers and buyers have hundreds of different options means that each has to expend tremendous energy to identify potential counter-parties, evaluate competing options, convince buyers of the value of their offerings, manage contractual agreements, and account for financial outcomes. This is what creates jobs for millions of people in functions like purchasing, sales, contract management, marketing, distribution, accounting, and so on.
What does this have to do with you? If your role includes developing your organization's business strategy, I suggest that you look for ways to improve the business model for how your products or services reach your customers by eliminating some of the inefficiencies between providers of different components of your customer's needs. Specifically, I suggest that you define (or redefine) your role of Chief Strategy Officer to be that of chief synergy officer -with responsibility for finding new sources of value by changing the scope of how your company meets customers' needs.
The position of Chief Strategy Officer is typically charged with a range of tasks including advising the CEO on strategic issues and supporting the organization's overall planning process. If you look at the standing definitions of the responsibilities of the CSO, you tend to find phrases like "communicating corporate strategy to key stakeholders," or "engendering commitment to strategic plans," or "promoting decision-making that sustains change." In other words, in this view, the CSO serves as a cross between a strategy guru and a cheerleader, who exhorts and cajoles people into staying true to the corporate course.
I argue that the CSO can become far more relevant to the organization's priorities and improve his or her standing in the organization by making improvements to the firm's efficiency and overall value proposition, which are key priorities for the The challenge is to do this while avoiding inefficiencies in other areas. For example, if you are an efficient manufacturer of pens, then adding writing paper might be an effective way to leverage customer relationships and channels of distribution. But if your scale in paper is way below that of other suppliers, then this might more than offset your gains in indirect costs, and make you less efficient than more focused competitors. Instead, you need to build or buy businesses in other parts of the value chain that are competitive in their own right, and become differentially more efficient when combined with your existing operations. • Make sure that you're competitive in each area of expansion.
If you do expand into new businesses, you need to find ways to be at least as efficient as the strongest competitors in those areas. Coinstar acquired Redbox in the DVD rental business because it had a unique, highly effective business model that enabled it to go toe-to-toe against industry leaders Blockbuster and Netflix. When Saga began offering financial services, it did not try to build its own banking and insurance infrastructure, but instead partnered with industry leaders and resold their products under its own brand.
• Cheerleading is important. I downplayed this role above to make a broader point. But scope expansions can only work when your business-unit leaders and functional heads buy into the plan. Explain how your expansion into adjacencies is going to benefit everybody.
• Sometimes you need to contract before you can expand. 
